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CHAPTER 1
UNI' T ADM NI STRATI ON

100. INTRODUCTION. Units of the Navy are called upon to inple-
ment various peacetine and wartinme policies of the Nation. Naval
units, and the personnel assigned to them nust therefore be
capabl e of performng a broad variety of activities effectively
and efficiently within the nyriad of operational environnents
representative of current Navy mi ssion. The evolution of Navy
m ssions and the threat to naval units in fulfilling command

m ssions nakes it inperative that naval personnel be imredi ately
capabl e of correctly interpreting conmand objectives and
executing conplex actions in consonance with their
responsibilities. Individuals and functional teans within the
Naval unit nust performtheir responsibilities rapidly,
efficiently, and effectively to contribute to a coordi nated
attai nment of command task and m ssion objectives. It is

i ncunbent upon officers and ot her key personnel within the chain
of command to prepare their work force for neeting these
responsi bilities through acquiring and di ssem nating a clear
under standi ng of unit organi zati on and the neani ng of

adm nistration with regard to acconplishnent of the comrand

m ssions. Experience has shown that operational readiness is
primarily a matter of internal devel opnent. Morale, training,
and mai ntenance of material are essential for optinmmreadi ness.
Proper adm nistration of the unit pronotes and sustains these
three factors.

100.1 RELATIONSH P TO OTHER GUI DANCE. This instruction issues
rel evant naval regulations and standard organi zati on requirenents
applicable to the adm nistration of naval units. Additiona
standard requi renents Navy-w de for specific types of units,
established by the type commander or higher authority, are

i ntended to suppl enent the Navy-w de gui dance provided by this
instruction and serve to aid conmandi ng officers and executive
officers in admnistering their units in the best possible
manner. Simlarly, systens comands establish standard

requi renents for the maintenance and use of equi pnent under their
cogni zance. None of the guidance in this instruction is intended
to contravene or supersede any provision of |law, or other order,
directive, or issuance of conpetent authority.

110. ELEMENTS OF ADM NI STRATION. Adm nistration represents the
machi nery by whi ch an organi zati on plans and acconplishes its
assigned responsibilities. In practice, admnistration is
conprised of certain fundanental elenents including planning,
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or gani zati on, command and control, and commrunications. Experi -
ence has denonstrated that issuance of standard organi zati onal
systens and procedures in witing fosters the use of the best
avai |l abl e techniques for admnistration. Additionally, it
provides for uniformty of operations in light of the continuing
turnover of personnel within the naval service.

120. PLANNING The first element of adm nistration is planning
whi ch invol ves devel oping a sel ected course of future action.

Pl anning hel ps the unit to decide in advance what to do, howto
do it, when to do it and who is to do it. Naval Operationa

Pl anning, NW 11 (NOTAL), gives details of planning operations,

| ogi stics, comuni cations, intelligence, and psychol ogi cal
warfare. Al though a good plan generally provides well-defined
objectives, it nmust al so be bal anced and flexible. In cases
where tactical situations nmay require changes to neet unexpected
operational needs, the Conmanding O ficer should carry out the
nost expeditious and effective alternative. In addition to the
operational aspects of planning, procedures for the adm nistra-
tive support of the unit must be established to ensure coordi na-
tion of all adm nistrative activities. The specific elenents
requiring careful attention include all areas of records manage-
ment; such as directives (which will be discussed nore fully in
Chapter 10), filing, disposal, nmail nmnanagenent, correspondence,
reports and fornms control, personnel comunications, space
managenent, equi pment sel ecti on and managenent, and staffing.

130. ORGANI ZATION. Organization is the el enent of adm nistra-
tion which entails the orderly arrangenent of materials and
personnel by functions in order to attain the objective of the
unit. Organization establishes the working relationship anmong
unit personnel; establishes the flow of work; pronotes teamwork;
and identifies the responsibility, authority and accountability
of individuals within the unit. |In planning an organi zation, the
following definitions are appropriate.

130.1 ACCOUNTABILITY refers to the obligation of an individual
to render an account of the proper discharge of his or her
responsibilities. This accounting is nade to the person to whom
the individual reports. An individual assigned both
responsibility and authority al so accepts a conmensurate
accountability, which is the requirenent that he or she answer to
his or her superior for his or her success or failure in the
execution of his or her duties.

130.2 AUTHORITY is the power to conmand, enforce | aws, exact
obedi ence, determ ne, or judge.

130.3 DELEGATING is the assigning of a superior's authority to
act to a subordinate. Authority may be del egated; however,
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responsi bility may never be delegated. Refer to Navy Regul ations
(1990) articles 0702, 0802, 0927 concerning the perm ssible scope
and neani ng of del egation of authority.

130.4 DUTIES refer to the tasks which the individual is required
to perform

130.5 RESPONSIBILITY is 1) The obligation to carry forward an
assigned task to a successful conclusion. Wth responsibility
goes authority to direct and take the necessary action to insure
success and 2) The obligation for the proper custody, care, and
saf ekeepi ng of property or funds entrusted to the possession or
supervi sion of an i ndividual.

131. PRI NCI PLES OF ORGANI ZATION. The principles applicable to
devel opi ng an organi zation include unity of command, span of
control and del egation of authority.

131.1 UNITY OF COWWAND. Unity of conmmand ensures that a nenber
reports directly to and receives orders fromonly one individual.
One person nmust have control over one segnent of the organization
and that individual is responsible for issuing all orders and
receiving all reports fromthat segnent. To ensure all personnel
know whom they direct and to whomthey report, the |ines of
authority nust be clearly established.

131.2 SPAN OF CONTROL. Span of control refers to the ideal
nunber of people who can be supervised effectively by one person,
but al so recogni zes the scope of the assigned functional respon-
sibilities and the tine available to the supervisor. Odinarily,
a supervisor should be i mediately responsible for not |ess than
three nor nore than seven individuals.

131.3 DELEGATI ON OF AUTHORITY. Authority should be delegated to
the | owest |evel of conpetence comensurate with the

subordi nate's assigned responsibility and capabilities. The
princi pl es of delegation also recognize, however, that officers
at all levels are accountable ultimately for the performance of
their organi zational segnments even if they have charged
subordinates with i mredi ate authority for managi ng certain
functions.

132. ORGANI ZATI ONAL STRUCTURE. An effective organization wll
exhibit three basic features:

a. The general pattern of the organization should be

designed to carry out the goals and objectives of the
organi zation in the nost effective and efficient way possible.
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b. Al essential functions of the organization nust be
delineated as to specific responsibilities for appropriate
segnents of the organization

c. There nust be a clear definition of individual duties,
responsi bilities, authority, and organi zational relationships.

132.1 STEPS IN SETTI NG UP THE ORGANI ZATI ON. To establish an
or gani zati on whi ch acconplishes the above features certain steps
shoul d be foll owed:

a. Prepare a witten statenent of m ssions, objectives and
functional tasks necessary to acconplish these objectives.

b. Famliarize all involved in planning the organization
with the principles of organization.

c. Goup the functions logically so they can be assigned to
appropriate segnents of the organization.

d. Prepare organization nmanual s, including organizational
charts and functional billet descriptions, for personnel
aut hori zed for peacetinme through Mt2 (nobilization plus 2 days)
assi gnment .

e. Docunent policies and procedures of the organization in
writing.

f. Indoctrinate key personnel on their responsibilities,
authority, and individual and group rel ationships.

g. Set up controls to ensure achi evenent of the organiza-
tion' s objectives.

h. Once established, the organizational structure should be
continuously reviewed to ensure it is current with and responsive
to changes in the assigned responsibilities of the comand.
Conduct manpower reviews at |east annually and submt necessary
manpower change requests per OPNAVI NST 1000. 16H

140. COMVAND AND CONTRCL

141. COWAND. Command is the authority which a commander in the
mlitary service lawfully exercises over his or her subordinates

by virtue of rank or assignnent. Command includes the authority

and responsibility for effectively using avail abl e resources and

for planning the enpl oynent, organizing, directing, coordinating,
and controlling of mlitary forces for the acconplishnment of
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assigned m ssions. Command includes responsibility for pronoting
the health, welfare, norale, effectiveness, and discipline of

assi gned personnel. Effective command requires nmastery of

| eadershi p and communi cation skills, and the ability to notivate
unit personnel to nake personal sacrifices to attain conmand

obj ecti ves.

141.1 MOTIVATION. Units recognized as highly successful in
nmeeti ng assigned responsibilities are typically well organized
and are staffed by personnel commtted to supporting the objec-
tives of the command. Factors affecting notivation include:

cl ear comruni cati on of conmand obj ectives, unanbi guous defi ni -
tion of authority and responsibility, and a commtnent by the
chain of command to recognize initiative and excell ence as wel |l
as deficient performance.

141.2 LEADERSH P. Good | eadership is of primary inportance in
that it provides the notivating force which | eads to coordinated
action and unity of effort. Personnel |eadership nust be
conmbined with authority since a | eader nust encourage, inspire,
teach, stinulate, and notivate all individuals of the

organi zation to performtheir respective assignnents well,
enthusiastically, and as a team Leadership nust ensure equity
for each nmenber of the organization. Concerning actions in his
or her area of responsibility, the | eader should never allow a
subordinate to be criticized or penalized except by hinself or
hersel f or such other authority as the |aw prescri bes.

141.3 AUTHORITY WTH N THE COWAND. Wile the exercise of
command is in many respects dependent upon the notivation of

assi gned personnel through personal | eadership, the specific
authority to direct the actions of assigned personnel is vested
in officers and petty officers within the chain of conmand as a
function of general authority of rank or rating or as a result of
organi zati onal authority which emanates from assi gnnent to
specific billets within the organization. Authority is granted
to individuals within the Navy only in the fulfillnment of
assigned duties and commensurate with their responsibilities and
accountability. Authority is subject to certain limtations and,
in many cases, requires specific delegation within the conmmand
structure.

141.4 GENERAL AUTHORITY. All persons in the naval service are
required to aid, to the utnost of their ability and extent of
their authority, in maintaining good order and discipline in al
matters concerned with the efficiency of cormand. All persons in
t he naval service have the responsibility to exercise proper
authority over those persons subordinate to them Conversely,

all persons in the naval service are charged to obey readily and
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strictly, and to execute pronptly, all lawful orders of their
superi ors.

141.5 ORGAN ZATI ONAL AUTHORI TY. Organi zational authority
derives frombillets assigned officers and petty officers within
the organization. Al officers, warrant officers, and petty

of ficers have the authority necessary to fulfill their assigned
duties and responsibilities.

141.6 ACCOUNTABILITY. In connection with general and
organi zati onal authority, the principles of accountability
i ncl ude:

a. Each individual, regardless of rank or position, is fully
accountable for his or her own actions, or failure to act when
required.

b. Leaders and supervisors have a duty to assign clear |ines
of authority and responsibility, reaching to the individual
| evel, for all activity within their organization.

c. Leaders and supervisors have a duty to provide their
subordi nates the resources and supervi sion necessary to enable
themto neet their prescribed responsibilities.

d. Leaders and supervisors have a duty to hold their
subordi nat es accountable, and to initiate appropriate corrective,
adm ni strative, disciplinary, or judicial action when individuals
fail to neet their responsibilities.

141.7 LIMTATIONS OF AUTHORI TY. Authority includes the right to
require actions of others by oral or witten orders. Oders nust
be | awful and nust not be characterized by tyrannical or
capricious conduct, or by abusive | anguage. Organizati onal
authority beyond that necessary to fulfill assigned duties and
responsi bilities should not be delegated. Authority should never
be del egated beyond the | owest |evel of conpetence and nay be
l[imted by command.

142. CONTROL. The "control"™ aspect of conmand and control

i nvol ves neasuring performance and, where deficiencies exist,
provi ding corrective action. The control process requires that
the unit commander establish standards, neasure perfornmance

agai nst these standards, and require correction where deviations
from standards exist. Two types of controls are discussed here:
t he Managenent Control Program (MCP), and individual perfornmance
control s.

142. 1 MANAGEMENT CONTRCOL PROGRAM  Commandi ng officers are
responsi bl e for ensuring that resources under their purview are
used efficiently and effectively, and that prograns and
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operations are discharged with integrity and in conpliance with
applicable |l aws and regul ations. The MCP was established to
fulfill this requirenent in conpliance with the Federal Managers'
Financial Integrity Act (FMFIA) of 1982 (31 U S.C. 3512),
SECNAVI NST 5200. 35D, OPNAVI NST 5200. 25C and associ at ed
directives. The MCP is one tool available in the discharge of
this duty. Oher tools such as the Command | nspection Program
command eval uation reviews and anal yses, and individual audits
and investigations are available as well. Inplenentation of the
MCP at each command is thus a | eadership decision for the
commandi ng of ficer on how best to ensure that the goals of the
programare net. In general, managenent controls are the
organi zation, policies, and procedures used to reasonably ensure
that (1) prograns achieve their intended results; (2) resources
are used consistent with agency m ssion; (3) prograns and
resources are protected fromwaste, fraud, and m smanagenent;
(4) laws and regul ations are followed; and (5) reliable and
timely information is obtained, naintained, reported and used for
deci sion maki ng. The program for inplenmenting nanagenent
controls should have the followi ng basic el enents:

a. Cear responsibility for MCP managenent and the
per f ormance of managenent control eval uations.

b. Inventories of assessable units, segnented al ong
organi zational, functional, and/or programlines. An alternative
nmet hodol ogy can be foll owed, provided equivalent results are
obtained while still identifying vital managenent controls.

c. Effective, continuously nonitored and inproved nanagenent
controls associated with progranms. Mnitoring efforts should be
docunented. Both controls and nonitoring neasures shoul d be
designed to maxi m ze the use of existing managenent eval uation
data and mnimze the creation of new processes and procedures
solely to execute the MCP

d. Processes for identifying, reporting, and correcting
mat eri al weaknesses, which are instances where nmanagenent
controls are not in place, not used, or not adequate. Again,
maxi m ze the use of existing processes.

e. Effective training and clear accountability for
i ndividuals with responsibility for systenms of control, including
subordi nat e conmanders or comrandi ng officers, if any.

142.2 | NDI VI DUAL PERFORMANCE CONTROLS. The i ndi vi dual
performance control process also requires that the unit comrander
establish standards, neasure performance agai nst these standards,
and require correction where deviations from standards exist.
Resorting to the withholding of privileges and extra mlitary

i nstruction should occur only when counseling and normal training
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fail to acconplish the necessary objective. Such actions nust be
bal anced by recognition of exenplary behavior and performnce.

a. ADM NI STRATI VE CORRECTI VE MEASURES. Puni shnent may only
be inmposed through judicial process or nonjudicially through
Article 15 of the Uniform Code of MIlitary Justice (UCM]).

Aut hority to adm ni ster nonjudicial punishnent is carefully
reserved by UCMI to certain comanders, conmanding officers and
officers in charge. In addition to punishnment, the Manual for
Courts-Martial (MCM and Manual of the Judge Advocate Ceneral
(JAGVAN) (JAQ NST 5800. 7C) recogni ze and aut hori ze nunmerous non-
punitive corrective neasures. These are discussed in depth

bel ow.

b. PCLI CY CONCERNI NG NON- PUNI TI VE CORRECTI VE MEASURES. To
establish consistency within the Navy, the followi ng policy is
est abl i shed.

(1) Extra Mlitary Instruction (EM)

(a) Definition. Extra mlitary instruction is
instruction in a phase of mlitary duty in which an individual is
deficient and is intended to correct that deficiency. Extra
mlitary instruction is an adm nistrative neasure authorized
under Part 11, MCM (Rules for Courts-Martial (R C.M) 306(c)(2))
and Part V, MCM 1984 as a bonafide training device intended to
i nprove efficiency of a coommand or unit and nust, therefore, be
genui nely intended as such. It nust not be used as a substitute
for punitive action appropriate under the UCMI. Extra
instruction assigned nmust be logically related to the deficiency
to be corrected.

(b) Inplenentation. Extra mlitary instruction
n the Navy shall be inplenented, when required, within the
wing limtations:

W t hi
ollo

1. EM wll not normally be assigned for nore
than 2 hours per day.

2. EM may be assigned at a reasonable tine
out si de normal worki ng hours.

3. EM wll not be conducted over a period that
is longer than necessary to correct the performance deficiency.

4. EM should not be assigned on nmenber's

Sabbat h.

5. EM wll not be used as a nethod of depriving
normal |iberty. A nmenber who is otherwise entitled to |iberty
may commence nornmal |iberty upon conpletion of EM.
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(c) Authority. Authority to assign EM to be
performed during working hours is not limted to any particul ar
rank or rate. It is an inherent part of that authority over
subordinates which is vested in officers and petty officers in
connection with duties and responsibilities assigned to them
Aut hority to assign EM to be perfornmed after working hours rests
in the conmandi ng officer or officer in charge but nay be
del egated to officers and petty officers in connection with
duties and responsibilities assigned to them Adm nistration of
EM wthin the Navy shall be nonitored by superiors in the chain
of command as part of their normal supervisory duties. Authority
shoul d not be del egated bel ow the | owest | evel of conpetence.

Aut hority to assign EM during working hours may be w t hdrawn by

any superior if warranted. Authority to assign EM after working
hours may be wi thdrawn as provided in del egation of authority of

t he commandi ng officer or officer in charge.

Duties and responsibilities should also be withdrawn if wth-
drawal of authority is considered appropriate. Delegation of
authority to assign EM outside of working hours to responsible
of ficers and senior petty officers is encouraged. Odinarily
such authority should not be del egated bel ow the chief petty
officer level. However, it is enphasized that delegation is the
prerogative of the commandi ng officer and he/she is expected to
exerci se his/her independent judgnment in determning the
appropriate | evel, based on the situation prevailing in his/her
conmmand.

(2) WTHHOLDI NG OF PRI VI LEGES. Tenporary w t hhol di ng of
privileges is authorized under RC. M 306(c)(2) and Part V, MM
1984 as another adm nistrative corrective neasure that nmay be
enpl oyed by superiors to correct infractions of mlitary regula-
tion or performance deficiencies in their subordi nates when
punitive action does not appear appropriate due to the m nor
nature of the infraction or deficiency. A privilege is a
benefit, advantage, or favor, provided for the conveni ence or

enj oynent of an individual. Exanples of privileges that may be
tenporarily withheld as adm nistrative corrective neasures are
special liberty, exchange of duty, special conmand prograns, base

or ship libraries, base or ship novies, base parking and base
speci al services events.

(a) Authority. Final authority to withhold a
privilege, however tenporary, nust ultimately rest with the |eve
of authority enpowered to grant that privilege. Therefore,
authority of officers and petty officers to withhold privil eges
is, in many cases, limted to recomendati ons via the chain of
command to the appropriate authority. O ficers and petty
of ficers are authorized and expected to initiate such actions
when consi dered appropriate to renedy mnor infractions as
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necessary to further efficiency of the command. Authority to

wi thhol d privileges of personnel in a liberty status is vested in
t he commandi ng officer or officer in charge. Such authority may,
however, be delegated to the appropriate echelon, but, in no
event, may the wi thhol ding of such privileges either by the
commandi ng officer, officer in charge, or some | ower echel on be
tantamount to a deprivation of liberty itself.

(b) Inplenentation. |Inplenmentation of tenporary
wi t hhol di ng of privileges will be governed by specific procedures
as prescribed by the cognizant authority enpowered to grant that
privil ege.

(3) EXTENSI ON OF WORKI NG HOURS. Deprivation of nornal
liberty as a puni shnment except as specifically authorized under
the UCMI is illegal. Therefore, except as the result of
puni shment i nposed by article 15, UCMIJ, or by a court-martial, it
is illegal for any officer or petty officer to deny to any
subordinate normal l|iberty or privileges incident thereto as
puni shrent for any offense or mal performance of duty. However,
| awf ul deprivation of normal |iberty may result from other
actions such as authorized pretrial restraint, or deprivation of
normal |iberty in a foreign country or in foreign territorial
wat ers, when such action is deened essential for the protection
of the foreign relations of the United States, or as a result of
international |legal hold restriction. Moreover, it is necessary
to the efficiency of the naval service that official functions be
performed and that certain work be acconplished in a tinely
manner. It is, therefore, not a punishnment when persons in the
naval service are required to remain on board and be physically
present outside of normal working hours, or for the
acconpl i shnent of additional essential work, or for the
achi evenent of the currently required | evel of operational
readi ness. Good | eadershi p and managenent practice requires that
the i nmpact of readiness requirenents and work requirenments on
normal |iberty be kept under continual review. It is expected
t hat supervisory personnel will keep their imredi ate supervisors
i nformed when they intend to direct their subordinates to work
beyond normal working hours.

(4) CONTROL THROUGH RECOGNI TI ON OF PERFORMANCE. I n
addition to the exercise of lawful authorities, officers and
senior petty officers have an equal basic responsibility to
foster continuing attai nment of conmand obj ectives through
recognition of the initiative and exenpl ary performance of
subordinates. All officers and senior petty officers are
expected to conmend their subordinates publicly when appropriate.
Such recognition may include:

(a) Awarding letters of commendati on and appreciation
or recommendi ng such for signature of higher authority.
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(b) Initiating recommendati ons for personal awards.
(c) Assigning preferred duties.

(d) Initiating recomendati ons for special
recognition, such as sailor of the nonth, quarter, year, force,
fl eet, and Navy.

(e) Making recommendations for reenlistnent,
assignment to training schools, education or advancenent prograns
and docunenting exceptional personal performance in enlisted
eval uati ons.

150. COMMUNI CATI ONS. Communi cations |ink together each of the
el enents of administration and apply equally to all of them
Good adm ni stration depends on a snooth, orderly, and constant
flow of information which is received, understood, and accepted
by all those concerned. Conmunications within a unit are
exercised primarily through the plan of the day, personal contact
and by the issuance of unit instructions and notices. The plan
of the day which issues daily instruction to personnel assigned
to the unit, is a key managenent tool. Tinely guidance and
corrective actions desired can be related to the current
activities of the unit, thus providing a daily neans of

comuni cating information necessary for good admi nistrative
command and control .

160. RECORDS AND | NFORMATI ON MANAGEMENT. Administration is a
facilitating function subordinate to other unit functions.
Records managenent is an adjunct to adm nistration. The unit
cannot operate without the information contained in the records
it maintains, yet uncontrolled creation of records |eads to

adm nistrative inefficiency. Efficient adm nistration requires
t he devel opnment of a Records Managenment Program wi thin the
gui del i nes established by higher authority. Al records follow

an identical life-cycle in that they are created, classified,
stored, retrieved when necessary, and returned to storage or
destroyed. In order to manage these activities, the unit nust

establish the follow ng records managenent disciplines in
accordance with the foll ow ng guidelines:

a. Correspondence - SECNAVI NST 5216. 5C
b. Forms - SECNAVI NST 5213. 10D
c. Reports - SECNAVI NST 5214. 2B ( NOTAL)

d. Admnistrative |Issuances - SECNAVI NST 5215. 1C
(Adm ni strative issuances are discussed nore fully in Chapter 10)
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e. Records disposal, storage, and protection - SECNAVI NST
5212.5D

f. Files - SECNAVI NST 5210. 11D
g. Cassified material control - OPNAVI NST S5510. 36

h. SECNAVI NST 5720. 42E shall be referred to concerning al
requests for Departnent of the Navy records that can reasonably
be interpreted as requests under the Freedom of Information Act.
Addi tional Iy, SECNAVI NST 5211.5D nust be carefully foll owed
concerning coll ecting personal information and saf eguardi ng,
mai nt ai ni ng, using, accessing, anmending, and di ssem nati ng
personal information maintained in systens of records.

Particular attention nust be paid to requests for lists of names
and duty addresses or hone addresses or phone nunbers of crew
menbers. See paragraph 510. 37.
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